Easton, MA,

Contacts:

Colleen Corona, Chair of Easton Charter and Easton Selectmen

Town Administrator’s secretary

I did yet not get a response from the Selectmen chair Cathy Richardson
Meg Gage’s casual notes

Background:

This has been a very long process. About 8 years ago the Selectmen appointed a
Government Study Committee that came up with an outline of changes in the Town
Charter that aligned with the Selectmen’s goals. The Selectmen then appointed a 3-person
committee of citizens to translate the recommendations into a formal charter proposal.
With little outside consultation, that 3-person group completed the recommendations but
it “sat on a shelf” for about 6 years, probably because it wasnt ready for review by the
Attorney General. Then the Selectmen themselves, led by Colleen Corona brought in
Michael Ward to write up the recommendations in a form that would pass muster with the
Attorney General. The Selectmen amended Ward'’s proposal significantly to reflect goals
and new information learned from other towns. That was completed last year. They are
now waiting for a good moment to bring it to the public for a vote. More to say on that.

1. Use of consultants: Yes, they used the Collins Center and Michael Wald.

2. The contract with the Collins Center and Michael’s services was $7,000. Their use
of Collins Center was very focused on specific information Ward could provide and
they did not have and translating the recommendations so they would be ready for
Attorney General prime time. Lots more to say here about the fact that the
Selectmen have a shared goal in this process and not managing different
perspectives.

3. Ward translated the wishes of the Selectmen, Government Study Group and the 3-
person group of citizens into a Charter proposal. He did not have responsibilities
related to our steps 2 — 4, discussed at our April 11 meeting. The Selectmen treated
his proposal as a draft and subsequently made some changes. The Selectmen also
brought in a number of individuals from other communities whom they knew
through the State Municipal Association. There were numerous complex
discussions and debates as the Selectmen created the final draft, and they found the
real life experience of other town leaders and administrators very helpful. Ward
was helpful near the end of the process in finding and lifting language from other
towns charters that had been approved.

4. Their public hearing had no particular plan and anyone who wanted to speak
could speak. She said it’s always a problem with the same people speaking over
and over, saying the same things, but seemed to feel this is just how it is.

5. She, and in a subsequent conversation with the Town Administrator’s secretary
who reiterated, it would be great to figure out a way of getting new voices and new
ideas. But neither of them had suggestions.



6. All legal costs were covered by through the Town’s annual budget and contract

with Town Counsel for no additional cost. The Selectmen paid an hourly fee to
someone who took the minutes so the clerk could participate, which was not
covered by the Town budget. | haven't received that amount yet but the entire
cost, including Ward’s $7,000 consulting fee, was under $10,000. Apparently they
were able to cover the cost of printing and the mailing through Town Hall, unlike
Dracut.

Other topics that emerged where Easton’s experience might be relevant to discussion of
Ambherst Charter process

Impact of college student population on particular precincts distorting voter
participation and precinct representation.

Pros and cons of different term lengths, and tension between wanting people to
serve long-enough terms to become knowledgeable and useful but not so long that
there’s a disincentive to running or people only serve for one term, resulting in
continuous leadership learning curve.

Transition planning needs to be part of the Charter recommendation, and Easton
learned a lot from other towns about the catastrophic impact of inadequate
transition planning.

How to make best use of Michael Ward and Collins Center; thinking about the
exact scope of work so we're paying for what we need. 1 am going to be sent the
two scopes of work from Easton and Dracut as soon as administrative staff.can find
them.

They have debated the timing of the vote on a charter proposal, at a major election
that brings more voters to the polls, or at a special election that will attract voters
who care about the Charter. Controversy about this strategy could be one reason
they still have no plan for when to present the completed proposal to the voters.
Use of Facebook to communicate with the public, in addition to web site.

A lot of documentation of their process on town website, which must be the case in
other towns.

They have successful experience recruiting knowledgeable people from other
comparable towns to speak at commission meetings who came at no cost other
than expenses, primarily people they know through the State Municipal
organization. Example, Foxborough Town Administrator Jeff Nutting had
significant, experience-based understanding about issues related to the pros and
cons of different length of terms. Might we start to create a database of potential
free resources whom we could bring in months from now as we are putting
together the details of a plan? Also, perhaps we could travel in pairs to interview
some of these people in person enabling more nuanced conversations.



N

Dracut, MA, Middlesex County

Contacts:

Samantha Carver, secretary to Town Clerk
Kathy Carver, Secretary to Town Administrator
Meg Gage notes

Background:

About 10 years ago a group of citizens was appointed by the Select Board to

recommend changes in the Town Charter in order to address changes needed. The
changes were adjustments that could be made by Town Meeting and did not involve
changing the core town structure. This committee never finalized recommendations.
About 4 years ago the Select Board hired the Collins Center and Michael Ward to draft a
set of recommendations which the Select Board subsesquently revised somewhat. About
3 years ago the changes were approved by Town Meeting and are now in effect.

1.

Yes. They used the Collins Center, specifically Michael Ward.

2. $5,000. I have a copy of the scope of work and contract with the Collins Center.

3.

The Collins Center took the consensus on needed changes that had emerged from
the appointed citizen group and from the Select Board and created specific
recommended adjustments to the Town Charter. 1 also have a copy of the Warrant
Article that was approved by Town Meeting.

They had only one public hearing and did not have any specific agenda or
structure. People signed in if they wanted to speak and everyone had a limit of 5
minutes to say whatever they wanted. When asked the woman I spoke with said it
was the “same old, same old” but they had to do it.

Dracut used their web site, the newspaper and public television to outreach to get
people to the public hearing.

The only other cost was about $15,000 for the mailing to every household. The
town budget covered legal costs, copying materials for meetings and the Selectmen
secretary, a town position, took minutes and was responsible for managing
information flow and documenting steps. So the total cost was about $20,000.

Other point:

Having looked at only 2 towns, | am struck by how different they are, and both are
very different from Amherst. Differences include town political culture, style of
participation, sophistication level, composition of population, racial and ethnic
diversity, etc. In 2013 the per capita income in Amherst was estimated at $24,505;
Dracut it was $33,452; Easton: $42,487. And those numbers don’t include the
myriad additional factors in each town that give deeper context to these
differences. Students don’t have high income, but their lower income is very
different in nature and its impact on a town from more typical very low-income
populations. Should we add a step in our setting the stage to reflect on aspects of
Ambherst’s character that we should take into account?



April 25, 2016

W, Highlights of Nick Grabbe's conversation with Helene Florio, member of the Holyoke Charter
Commission (2009-11), now president of the Rotary Club and Holyoke Taxpayers Association.

* The charter commission was given $50,000 for expenses from the city council but only spent
about half of that amount. It hired Steve McGoldrick of the Collins Center as consultant and
paid him about $12,000, with the remaining amount spent on printing and mailings and other
expenses. She rated him “excellent.” McGoldrick advised the commission on state issues and
legal language. He advised commission members that they could not openly advocate for their
recommendations or take out newspaper ads urging voters to support them.

* The commission held about five public hearings, and members asked City Council members to
spread the word among their diverse constituences. Only about 20 people came to the first
hearing and attendance declined thereafter. The hearing was open-ended and residents had to
give their names and had time limits and couldn't speak a second time.

* The commission recommended unanimously that the city council be reduced from 15 to 11
members, that the mayor's term be extended from two to four years, and that the treasurer and
tax collector positions be combined. The proposals failed on a 60-40 percent vote, but most of
them have been or are now being enacted by home rule petition. Florio attributed the defeat by
the voters to opposition from the city clerk and two key city council members.

* The commission had two interns from Westfield State College and Holyoke Community
College. The one from Westfield was especially helpful in reaching out to younger voters.

* Florio called the two-year experience “frustrating.” “People will say things to your face and
then turn around and stab you in the back,” she said. Compromise is essential and members had
to accept that they would not get everything they wanted. “Respect for all ideas put forward
goes a long way to help you come out with something,” she said.

* She recommended secking compromise so that the commission goes to voters united. “You

“should lock yourselves in a room and not come out until you agree on something and then have
a unified front,” she said.

* She said that press coverage of the commission's meetings and recommendations was
disappointing. “If you don't get the word out on a regular basis, you're going to fail,” she said.

*  The commission paid someone to do the minutes.
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